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Executive summary 
The School Accountability and Improvement Framework 
(the Framework) provides a key resource to support 
Victorian government schools and their communities 
identify and implement a shared vision for improvement.  
Each element of the Framework is linked to provide a 
coherent and streamlined means for schools to: 
 understand their performance (self-evaluation and 
review) 
 identify their vision and purpose and set goals and 
targets for improvement (school strategic plan) 
 put into operation their improvement plans and manage 
resources (annual implementation plan) 
 report on their performance (annual report to the school 
community). 
The Framework builds on the relationships that exist within 
each school:  those with the school council as the 
governing body, school staff and parents and the broader 
community in which the school is located. Shared 
responsibility, partnerships and transparency are seen as 
key principles within the Framework in supporting quality 
student outcomes. 
School leaders are central to this process, combining an 
understanding of their school’s unique context with 
expertise in change management and instructional practice 
to guide continuous improvement. Working in partnership 
with their school community, school leaders are the key 
drivers in promoting change and building the collaborative 
relationships and accountability necessary for improving 
student outcomes.  
This document gives an overview of the elements and 
underpinning principles of the Framework. Subsequent 
sections provide more detailed information and advice on 
each of the Framework elements. 
1. Introduction 
The Framework was introduced into Victorian government 
schools in 2005 and is developed around the following key 
principles. 
Focusing on student outcomes  
The Framework maintains a focus on student outcomes in 
building continuous school improvement. 
Recognising school difference  
The Framework must be flexible and allow schools to be 
responsive to the needs of their local communities, make 
local decisions about what matters, and craft local solutions 
to cater for the range of students in their community. The 
Framework must be appropriate for a diverse range of 
schools, including primary schools, secondary schools, 
primary/secondary schools, special schools, language 
schools and schools in alternative settings. 
Using an inquiry-based approach 
Developing an inquiry approach prompts and supports 
schools to work through important questions and 
continually examine the evidence about their students’ 
achievements. Schools do this by gathering and evaluating 
information about the quality and effectiveness of strategies 
used and the nature of the interventions that are likely to 
impact on performance. 
Applying rigour   
Goals and targets are set by the school reflecting the 
school’s unique context and identified areas for 
improvement. These goals and targets enable the school to 
monitor and review its progress.  
Ensuring accountability 
Developing an understanding of school performance and 
planning for improvement includes identifying the 
accountabilities and responsibilities of each member of the 
school community in the improvement process.  
Aligning resources to support improvement 
Planning strategically means making decisions about 
aligning resources and personnel with the school’s goals 
and targets so that they will make the most difference. 
Minimising the administrative workload  
The Framework streamlines the planning and reporting 
processes. It allows more time for self-evaluation and 
strategic planning and simplifies reporting on current 
legislative, regulatory and departmental requirements. 
2. Understanding school 
improvement 
A number of fundamental assumptions about how school 
improvement occurs inform the Framework:  
 all students can achieve at the appropriate level, given 
sufficient time and support 
 leadership plays a central role in creating the 
organisational conditions that enable staff to learn 
effectively 
 improvement occurs in schools when strategies and 
actions for development are based on a rigorous 
assessment of and reflection on data  
 improvement occurs by improving the knowledge-base, 
skills and capability that the teacher and student bring to 
the teaching and learning process 
 improving workforce capacity requires professional 
learning in context, based on effective professional 
learning principles 
 schools improve by ensuring that all programs, activities 
and services work in concert and support ongoing 
development in the school 
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 school improvement is enhanced by productive 
partnerships between the school and its community. 
3. Effective Schools Model 
The Effective Schools Model (see Figure 1), adapted from 
the work of Sammons, Hillman and Mortimer (1995), is a 
key reference for schools in engaging with the elements of 
the Framework.  
Each correlate of the Effective Schools Model covers an 
important aspect of school operations and practice, and 
provides a useful lens for reflecting on school performance.  
Each correlate can therefore be used to generate questions 
about the way particular aspects of the day-to-day work of 
the school are conducted both in and out of the classroom, 
and to inform the selection of improvement strategies. 
Figure 1: The Effective Schools Model 
 
 
4. Building system 
improvement 
Our knowledge of how effective schools create the 
conditions for improvement has increased, and made 
clearer the circumstances required to build leadership 
capacity and high quality instruction and learning. The 
implementation of system-wide strategies and policies, for 
example, the e
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Instructional Model, the Ultranet, the Health 
Promoting Schools Guidelines and leadership programs 
provided through the Bastow Institute, will assist in building 
a collective understanding of improvement and individual 
and joint accountabilities. 
The influence of infrastructure design, organisational 
models and the use of information technology is also well 
understood in providing for the different learning styles of 
students and influencing improved student outcomes. The 
approach taken by the Victorian government encourages 
school design that supports effective education by 
promoting individualised learning, enabling innovative 
teaching and incorporating new technologies.  
These elements work together to sharpen the focus on 
school improvement and provide confidence in the delivery 
of high quality teaching and learning across the system. 
5. Student outcomes 
The Framework defines three broad and interrelated 
student outcome areas. 
Student Learning 
Student learning outcomes relate to what students know 
and can do.  
Student engagement and wellbeing 
Student engagement and wellbeing outcomes relate to the 
extent to which students feel safe, secure and stimulated to 
learn at school. 
Student pathways and transitions 
Student pathways and transitions outcomes relate to the 
quality of student transitions into, through and out of a 
particular educational context and the extent to which 
pathways meet the needs of students.  
All government schools strive to improve in these three 
student outcome areas, regardless of school type.  
Within each of the outcome areas, schools have the 
flexibility to define their goals and targets. These goals and 
targets will be based on a thorough analysis of student and 
other school data and with consideration to government 
and regional priorities where they are relevant.  
The three outcome areas are closely related with, for 
example, greater student engagement being likely to lead 
to improved retention and better student learning 
outcomes. 
At the centre of the Framework is a set of questions that 
assists schools to focus evaluation and planning on 
improved outcomes for all students in the three student 
outcome areas.  
1. What student outcomes were we trying to achieve? 
2. What student outcomes did we achieve?  
3. Why did we achieve/not achieve improved student 
outcomes? 
4. How effectively did we manage resources to support 
the achievement of improved student outcomes? 
5. What can we do in the future to continue to improve? 
These questions guide schools in approaching all the 
elements of the four-year and one-year cycles outlined in 
the following. 
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6. SAIF cycles 
The Framework consists of processes for self-evaluation, 
school review, strategic planning and reporting. These 
elements are connected through a four-year evaluation, 
review and planning cycle and an annual cycle of 
implementation and reporting (see Figure 2). 
Figure 2: Cycles within the SAIF 
 
 
The four-year cycle – self-evaluation, review 
and planning 
As part of the Framework schools spend the final year of 
the four-year cycle in self-evaluation, review and strategic 
planning for the next cycle. The school self-evaluation 
usually occurs in Terms 1 or 2 and is undertaken before the 
school review. The review process informs the new school 
strategic plan to start in the following year, the first year of 
the new four-year cycle. 
The four-year cycle allows sufficient time for 
implementation of the key improvement strategies prior to 
the self-evaluation and review process, and for preparation 
of the next school strategic plan. 
School self-evaluation 
School self-evaluation provides an opportunity for the 
whole school community, including students, parents and 
all staff, to reflect on student outcomes in light of their 
goals, targets and key improvement strategies from the 
previous planning cycle. This includes examining teaching 
and learning strategies, the school’s culture and other 
aspects of school operations so they can be strengthened 
and supported to improve student outcomes.  
Effective schools reflect on their performance as a matter of 
course. School self-evaluation merely formalises this 
process and provides an opportunity for the whole school 
community to be involved. 
School review 
School review follows directly from the school self-
evaluation.  
With expertise in school improvement, the external 
reviewer (or critical friend in the case of negotiated review), 
engages the school community in reflection on the school’s 
performance and provides independent advice on 
improvement strategies that will inform the development of 
the school strategic plan. During the review, the reviewer 
analyses performance data, the school self-evaluation and 
additional information to formulate recommendations for the 
school via a review report.  
The region is responsible for allocating schools to the most 
appropriate type of review. Considerations include the level 
of student outcomes and other key indicators, the school’s 
capacity to manage the review, and the complexity of the 
school’s circumstances. The above criteria ensure that the 
available resources are provided to those schools in 
greatest need. 
Regional offices are expected to ensure that schools are 
appropriately briefed on the documented rationale for the 
review allocation. This will be further evident through the 
terms of reference documents for extended diagnostic 
review, diagnostic review and negotiated review.  
The types of review are as follows: 
 The negotiated review is a flexible and focused review 
whereby the school, with a critical friend, examines a 
specific area for improvement identified from the school 
self-evaluation. The review is managed by the school and 
the methodology can incorporate a range of activities to 
support the review of the focus area identified.  
 The continuous improvement review involves a pre-
visit from the reviewer, a one-day review panel meeting 
with the principal, school council president and key staff, 
plus a report to staff and the school council. The review 
can also incorporate focus groups with students and 
consultations with parents. This type of review is 
undertaken by the majority of schools and provides an 
opportunity to identify areas to strengthen achievement.  
 The diagnostic review follows a similar structure to the 
continuous improvement review with the addition of two 
field work days to allow for a more extensive 
methodology. This type of review is undertaken where 
the school’s performance indicates a more detailed 
analysis is required. Schools with more complex 
circumstances may also benefit from a diagnostic review, 
for example, a multi-campus school, a P–12 school, a 
school with complex student demographics, a select 
entry school, or a recently merged or de-merged school.  
 The extended diagnostic review is undertaken by 
schools that would benefit from more intensive analysis 
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of their data and circumstances. They can occur at any 
time of year and outside the school’s usual four-year 
cycle. Extended diagnostic reviews are based on four 
days field work and require a detailed and rigorous 
methodology.  
School strategic plan 
The school strategic plan is a concise document that 
enables everyone in the school community, including 
students, parents and all staff, to know what outcomes the 
school aims to achieve over the next four years and how it 
intends to achieve these outcomes.  
The school strategic plan comprises three distinct parts: the 
school profile, strategic intent and indicative planner. 
School profile: Developing the school profile provides an 
opportunity for schools to articulate their purpose, values 
and articulate the current and future environmental contexts 
and the opportunities and risks these may bring. Schools 
can commence exploring and developing the school profile 
early in their year of self-evaluation, review and planning as 
this analysis is needed as a foundation for establishing the 
strategic intent of the school.  
Strategic intent: The second component of the school 
strategic plan, the strategic intent, draws on the evidence 
and analysis generated by the school self-evaluation and 
review. This element represents the school’s plan for action 
and is composed of the goals, targets and key 
improvement strategies identified to support improvement. 
Goals are aspirational statements that define what the school 
is striving to achieve in terms of improved student outcomes.  
For each goal, schools are required to set a target or 
targets that indicate how the school will measure 
achievement. Targets should be measurable, realistic yet 
challenging, and achievable within the timeframe of the 
school strategic plan. Targets should be set against the 
school’s own performance (rather than state means) to 
ensure they are meaningful for the school and understood 
by the school community. 
Key improvement strategies are high level directions that 
the school will use to achieve its goals and targets. They 
are expected to be implemented over the four years of the 
strategic plan and include a number of aligned actions. 
Implementation is rolled out through annual implementation 
plans that outline the actions required to support 
implementation of the strategy.  
The key improvement strategies are important components 
of what Elmore (2004) would call the school’s ‘theory of 
action’; that is, the logically connected steps or actions that 
need to be put into place to achieve improvement and the 
assumptions that underpin these activities. For example, a 
school’s theory of action could include the notion that if 
teachers participate in targeted professional learning that is 
aligned with the school’s teaching and learning priorities, 
then this action will improve teacher practice, which will in 
turn improve student learning outcomes.  
It is important that the leadership of the school can 
articulate their theory of action so that staff understand 
why they are doing what they do and what they are 
aiming to achieve.  
 
Indicative planner: The indicative planner assists schools 
to prioritise their key improvement strategies and to plan at 
a high level the supporting activities year by year. Most 
importantly, the planner provides an opportunity for the 
school to identify the improvement milestones that 
describe the desired changes in practice and behaviours 
that will support the implementation of the key 
improvement strategies.  
The school strategic plan – a living document 
The school strategic plan reflects the community’s 
expectations and the Government’s priorities for education 
and early childhood development. It is a formal 
understanding between the school council, the school 
community and the Department. While the cycle specifies a 
four-year planning period, the school strategic plan is a 
‘living’ document in that it can be updated to take into 
account changes in the school’s environment or data. 
Significant departmental programs or initiatives in which the 
school is engaged can be readily integrated into the school 
strategic plan as part of a key improvement strategy as 
they are each designed to contribute either directly or 
indirectly to improved student outcomes. For example, the 
Ultranet, e
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Instructional Model, Victorian Careers 
Curriculum Framework, Student Engagement Policy 
Guidelines and the Victorian Prevention and Health 
Promoting Achievement Program are clearly linked to 
improved student outcomes in one or all of the three 
student outcome areas.  
The benefit of integrating these initiatives into a single 
strategic plan is that the school can clearly state what 
outcomes the school is trying to achieve through these 
initiatives. Furthermore, a single school strategic plan and 
single annual implementation plan removes the need for 
separate planning and accountability arrangements for 
different initiatives, streamlining the administrative workload 
of planning and reporting. 
The essential principle of a theory of action is 
that it provides a through-line to the 
instructional core – what are the vital activities 
that need to happen to improve teaching and 
learning. 
(City, A., Elmore, R., Fiarman, S. & Teitel, L. 
2009) 
 8 Accountability and Improvement Framework for Victorian Government Schools 2012 
 
The one-year cycle – planning and reporting 
Annual implementation plan 
At the end of each year schools develop an annual 
implementation plan for the following year. The plan 
describes how the key improvement strategies in the 
school strategic plan will be put into operation and how they 
will be monitored. The annual implementation plan also 
incorporates other significant projects to be undertaken by 
the school in that year.  
The annual implementation plan outlines the: 
 actions that will be undertaken in order to implement the 
key improvement strategies and significant projects  
 resources required to support the implementation of the 
action, who is to be involved and associated timelines 
 achievement milestones that will be used to assess the 
desired changes in practice or behaviour that should 
occur through the implementation of strategies 
 one-year targets to identify progress towards the targets 
for improved student outcomes identified in the school 
strategic plan. 
The annual implementation plan assists the school 
community to be clear about what actions it is aiming to 
implement in the year, and how this will lead to the 
achievement of the school’s goals and targets in the school 
strategic plan. 
Developing an annual implementation plan assists 
schools to: 
 plan their work for the coming year  
 ensure efficient and effective allocation of resources to 
complete the work 
 monitor progress and success. 
Whilst plans may be amended up to 31 March in a given 
year, a sound planning cycle would see the school’s annual 
implementation plan defined by the end of the year prior to 
its implementation. 
It may be necessary, however, to adjust the annual 
implementation plan during Term 1 after actual school 
enrolments are known and the school has undertaken the 
necessary reflection on school performance through the 
annual reporting process.  
Annual report to the school community 
The annual report provides an opportunity for the school 
council, leadership team, staff and students to reflect on the 
success of their improvement strategies and the allocation 
of resources, and informs planning for improvement in the 
following year.  
An annual report must be officially endorsed at a meeting of 
school council before submission to the regional office by 
31 March each year. The annual report will be presented to 
the school community at a public meeting.  
7. Accountability  
Within the Framework, accountability for school 
improvement is shared with clear links between school 
level planning and individual principal and staff 
performance and development planning (see Figure 3).  
Planning at the school level comprises the school strategic 
plan and the annual implementation plan. Schools may 
choose to develop school policies and detailed project 
plans to underpin the annual implementation plan.  
Individual performance and development planning for 
principals, teachers and educational support staff focuses 
on the role the individual will play in contributing to the 
achievement of the school’s goals, targets and key 
improvement strategies and the targeted professional 
learning required to support staff. This role clarity enables 
individuals to understand and articulate accountabilities and 
plan for improvement in a more strategic way. 
The planning cycles within the Framework are also aligned 
to other key processes for schools such as workforce 
planning requirements and the International Student 
Program Quality Assurance Framework’s requirement for 
Victorian government schools to obtain accreditation to 
enrol international students.  
8. Ongoing improvement 
Each year, the Framework and the guidelines and 
resources underpinning each element of the Framework 
are reviewed and updated to ensure they reflect changes in 
the context of Victorian education, as well as growing 
understanding of how schools improve.  
Figure 3:  Relationship between school level 
planning and individual planning 
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9. Further support and 
information 
Further information on the School Accountability and 
Improvement Framework and its components is located at:  
http://www.education.vic.gov.au/management/schoolimprov
ement/accountability/default.htm 
Regional personnel can provide further assistance to 
schools. A list of regional contacts is located at:  
http://www.education.vic.gov.au/management/schoolimprov
ement/accountability/default.htm 
The Bastow Institute of Educational Leadership, through its 
suite of leadership development opportunities, equips 
teachers and school leaders with the knowledge, skills and 
understandings to implement the Framework. Bastow’s 
offerings span courses for emerging leaders to principals: 
https://www.bastow.vic.edu.au/Pages/Home.aspx 
For further information regarding the School Accountability 
and Improvement Framework, please email: 
schoolaccountability@edumail.vic.gov.au  
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